Approved For Release 2009/07/16 : CIA-RDP05T00644R000200660026-3 
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I 7 7-^/3 7// 


% 

15 November 1977 


MEMORANDUM FOR: Acting Deputy Director for Administration 
VIA : Acting DDCI 

SUBJECT : Recommendations to the Director from 

the /Federal Women's Program Board 


i . 

1 . During its 9 November meeting with the Director, the Federal 
Women's Program Board made several recommendations relating to personnel 
j management. Please have these suggestions reviewed for the Director and 
, advise him by 19 December if and how these recommendations could be 
| implemented: 

I 

i --The Director should publicize the criteria for 

; being included on the Executive Development Roster (EDR) , 

! look into the Civil Service Commission profile for 

1 developing an Executive Developmental Program (see 

attached), and ensure that managers use the EDR for 
i making selections for key assignments, 

| -'The Director should task an existent advisory 

body or an ad hoc task group with enumerating the pros 
1 and cons of developing a centralized career system and 

! making a conclusive statement on its feasibility. The 

1 group should start with the findings of studies already 

done on the subject. 

I 

| --The Director should establish a DCI Task Force 

i chaired by the Federal Women's Program Board and 

! including representatives from the Office of Personnel, 

! career management officers, and the clerical ranks, 

I to examine the studies and surveys conducted to date 

1 addressing the career development problems of clericals 

' and by April 1978 make recommendations on workable 

i solutions acceptable to management and secretaries/ 

! clericals. 


STAT 


Deputy Executive Secretary 

Attachment : 

As stated 


t 

i 


i 


! 


STAT 

STAT 


Distribution: 

Or^ - Adse, 
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Heads of Departments and Independent Establishments: . ; - ^ ,‘ V'. 

This Letter modifies paragraph 2- c orl page 4 of FPM Letter No. 412-2 but ; 

does not rescind that FPM Letter. . . 

1. Background . Among other things, FPM Letter 412-2 of January 29* - 

1974, requires agencies to set up formal systems for the identi- 
fication of employees who have high potential for successful per- 
formance in managerial positions. The details of such formal 
identification systems were not prescribed. However, attention 
was called to the Commission publication, Considerations in the 
Identification of Managerial Potential (EMMTAP No. 1, August 1973), 
x^hich provides general information on a vide-range of identification 
methods and points out some of the advantages and disadvantages of * 
each. In light of our experience since FPM Letter 412-2 was issued^ 
we believe there is need for additional guidance on the subject. _ 

2. Purpose . The purpose of this letter is to: . . . ■ •'•v* _ - V"--: 

a. Clarify the requirement for agency action to systematically 
select highly, qualified candidates for executive development 
programs and explain the basis for this requirement; 

b Help agencies determine the point at V7hich par ticipants ■ for 

executive development programs should be identified; • ^ > 

c. Help agencies establish executive development programs which ; 

are fully compatibly with merit principles; fUC 

d. Provide guidance on making executive development program elec- 

tion processes fully consistent with FPM Letter 300— 22,, Federal 
Executive Agency Guidelines on Employee Selection Procedures , 
dated January 19, 1977; and- f 

e. Stress the importance of executive development systems in the 
Government— wide effort to fully utilize the talents of women and 
minorities. 

INQUIRIES: Bureau of Executive Personnel, Area Code 202-632-4661 
CSC CODE 412 - Executive Development 
DISTRIBUTION: FPM 
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IV f LiiLuUv;.. 

<k*L : i.al u Lon.; 


t'o i i r JiuSv-S o'. this PPM I.Oi* L&i.‘ m'lly, the f«>.L Lowing 
re a;>{» Li. cable: 


i w Managerial Posi-ticm. Manager Lai positions are those in which 

i iucurnhents (1) direct the work c»? art organization, (2) are 

i held accountable for the success of specific line or sta; l 

1 prop. ranis, projects, functions, or activities, (3) monitor the 

| propress of the organization toward goals and periodically 

j evaluate and make appropriate adjustments, and (4) typically 

] perform the full range of managerial duties listed in Attach- 

| • nent 1 to this letter. • V . • -j._ . ? ' y ’ \ /: £ 

I b. Executive Position . Executive positions are high-level manage- - ; :r^ 

J rial positions normally classified at or above the GS-16 or 

! * equivalent* level. .However, there are certain managerial posi- 

; - tions at the GS-15 or equivalent level which agencies may *; 

\ determine to be .'’executive 1 ' by .virtue of the high level of 

1 responsibility inherent in the position. In addition to the 

* duties and responsibilities normally identified as managerial .. . * 

J * . in nature, executives have a significant role in shaping . . 

i overall program policy and monitoring the effectiveness with 

1 1 ; . which subordinate managers shape their programs and goals to 

I . conform with agency policy. Executives have leadership respon- 

' . sibili ties which include setting the climate and- tone of an 7 •/- . 

I . organization, initiating changes in organizational philosophy, 

j and generating advances in the state of the managerial art. 

j 4^ Programs to develop executives riust be selective . - 

| aJ Experience in the public and private sector indicates that it _ 

t - /* . * is possible to systematically provide opportunities for indi- : : V" : . 

1 viduals to acquire or develop knowledges and abilities required 

! for effective executive performance. Since only about one GS- 

I 15 manager in four will ever reach GS-16 (and the ratio is, of 

| course, much less favorable for those below GS— 15), it would 

1 be prohibitively expensive to develop all managers to undertake 

J »'• . executive responsibilities. T.t follows that an equitable : - : 

I V‘v.;V performance— related system is needed to select those who will 

j V. : * benefit most, and can benefit the Government most, as a result 

I r My’.' of such development. *- v - * • ‘ *V 

I' * / ^ In some occupational areas, the first full managerial positions ^ 

* • o.vyt;*’.. are found at grade GS— 14, GS— 13, or below. - All incumoents of vt.. 

.1 . * such positions should be given opportunities to develop tneir 

1 .. managerial capabilities in accordance with Individual Develop : 

J,.. . ;; v . meat Plans (IDP’s). IDP’s for many of these managers should 

j focus on improving their performance in the current position *.**“■ 

I. or preparing them for a managerial position at the next higher . : j. j 

1 ‘ level of responsibility. In the case of those managers whose . - ; vy • 

! excellent performance indicates potential for undertaking 

; executive responsibilities, IDP’s should focus on development 

tal experiences to prepare them for executive responsibilities. 


j 

1 
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Mu view of; rooouL lUMCLice i n j vl ;w. in:/, Mx.U*ral employees in 
career o;:.s'ut Lve pos it ions with broad manager !.nl. rcxpansl- 
!» LI it; ; A . S indicates that: many ot tlu^e individuals rose to 
grade CS-15 in a secies of nonmauagecinl positions. in rela- 
tively narrow occupational specialties. While such a career 
pattern may provide a core of professional, or technical know- 
lcdp.it which is essential to successful pecrormauce in a par- 
ticular executive position, it usually does not provide suf- 
ficient opportunity to develop the full managerial qualifica- 
tions which are also required. Although remedial action could 
be taken after a specialist is appointed to an executive ; ; . 

'position, this is rarely practicable. The new executive 
initially spends a large portion of his or her time mastering 
the rigorous responsibilities of the new job, thus making it 
difficult to arrange for extensive off-the-job developmental ■;* 
activities. However, fewer than one GS— 15 specialist in five 
will ever be promoted to an executive position. . It would, ; 
once again, be an unwise use of limited financial resources, . - 
therefore, to provide intensive executive development oppor- • 
tunities for all specialists. Hence, a method is needed .to. 
identify those specialists who are likely to become executives 
and to intensively expand their managerial knowledges and 
abilities before they undertake executive positions. 



An agency must systematically select employees to participate 
in its executive development programs in sufficient numbers -to •- 
meet its future needs. (General guidance and requirements for 
such programs are contained in PPM Letter 412—2.) The selec- 
tion system shall be designed to identify employees whose work . ‘ " 

performance (and objectively evaluated behavior on assessment ..V* - 

measures validated for the purpose, where available and appro- 
priate) indicates that they could with appropriate work experi- 
ence and training be successful as executives. Agencies shall 
consider all employees vrtio constitute the logical feeder group 
for the target positions. Employees who are not selected for 
executive developmeut programs shall be fully eligible foe . ^ 

consideration for future programs. (Specialized agencies ... \ . 

which traditionally have obtained a very large percentage of 
their career executives from outside Government and which have - ;-:V * 

sound program reasons for continuing this practice may request - . . — 

a partial or complete exemption from this requirement* Seen .. 
requests should be submitted to the Director, Bureau of* Execu-r-)\V. ; V;* )**&£*: 
tive Personnel,’ U. S. Civil Service Commission, 1900 E Street, - - VSICp 
NW. , Washington, D.C. 20415.) ryi.-'';- * 777'^ Wai 

Agency systems for selecting participants for executive develop- . ■ \ 

meat programs shall be conducted in an open manner consistent • 
x^.ith merit principles. Evaluation of an individual s capabili- 
ties in relation to the target positions and apparent capacity 
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for development shall be recorded and available for iris or her 
review. Since this information must he ref lecced on Individual 
li.'.vo'l opm'ent Plans, agencies may wish to use these plans as the 
record, l.'lien assessment devices nre used, employees mist be 
informed as to the general results of the assessment. 


c. Participation in an agency executive development program shall 

be reviewed on a regular basis. Quarterly reviews are generally 
recommended. Such reviews shall focus particular attention 
upon (l) the quality of a participant's performance of activ- 
-»• ities which are characteristic of some of the agency’s target 
executive positions, (2) demonstrated growth in knowledges and 
abilities required in the target executive positions, and (3) 
the degree to which developmental objectives specified in 
Individual Development Plans are being achieved. If an indi- 
vidual does not continue to demonstrate a high level of per- 
formance and motivation, the agency shall analyze the situation 
and determine whether the fualt lies with the participant. In 
some cases, it may be necessary to remove the individual from . 
the executive development program and from any activities re- 
served for program participants. . 

• d. Executive development systems must in all their elements re- 
flect an affirmative posture on equal employment opportunity, 
identification, selection, and development of minorities and 
women for executive positions is a major challenge many agen- 

• cies still face. Properly 'designed selection systems can help 
agencies meet this challenge and facilitate utilization of the 
full potential of all -agency- employees, .without regard to 
race, sex, age, physical handicaps or other factors not related 
to performance capabilities. Agencies must ensure that their 
executive development, policies, procedures, and operations . 

' provide for the proper consideration of eligible candidates 
, .. for executive development programs from all sources. Since 

" 'past employment practices may have placed a disproportionate 

number of women and minority employees in specialist as opposed 

• '■ .to supervisory and managerial positions, particular care 
V* Should be taken that selection systems do not focus solely 

upon occupationally well rounded employees but also consider 
highly taiented and effective specialists. 

Making selection systems fully compatible with merit principles. 


: Certain benefits in. the form of higher visibility, prestige, 
and increased likelihood of promotion may accrue to an indi- 
vidual as a result of his or her participation in an executive 
development program. It is therefore essential that, to the 
maximum degree possible, the selection process be valid, 
objective and based on adequate job analysis. It must focus in. 
particular upon employee work performance in duties which are 
related to some of the requirements of one or more of the 
agency’s executive positions. While no selection process can 
unerringly predict future heh<ivior > it is just es frBCcssary 
to use valid procedures and follow merit principles i n making 
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«• vt 1 L i o i t s l:o i: ux ccu L 1 v d c ■ v -?_i o ^ _ ■ J j .Lii— lii— — 1— 

sc 1 .et^loas f o c pront o t ion. I 


A merit-based competitive process tor select ing part lc ipaats 
for an executive development: program must be: 


(1 ) Understoo d by Affected E mployees. The first requirement 
in a .merit-based approach to selection for an executive - 
- development ' p cogram is that re be conducted in an open 

1 and aboveboard manner. The fact that the selection 

* . process is going on should be well publicized and any 

• -..employee who. might be affected by it should have access 

to a detailed description of the process (inducing the 
. selection criteria). The names of those selected for an 
executive development program should be made public 
within the agency. 


(2) Consistent. The selection system shall be designed so 
"that consistent standards are applied in the evaluation 
pf all candidates. Selection criteria must be known to 
all concerned. ; >’ • '■*...* 


(3) 


Performance Related. To the degree possible, candidates . 
for executive development programs should be evaluated on 
the basis of their effectiveness in performing functions 
and achieving objectives associated with the demands of . 
the agency's target executive positions. Proven perform- 
ance of tasks which are important in the target positions 
j[g the roost reliable and valid of all selection criteria. . 


(A) 


(5) 


Self-Correcting. For a variety of reasons, some indivi- : - 

duals who are placed in executive development programs 
will fail, to perform at the high level expected. Simi- 
larly, individuals who are passed over when considered : ; - 
for executive development programs may later demonstrate • 
by their performance that- they should be included. A /b" ; 
review mechanism is needed to ensure tnat tnese situations * ; 
are analyzed and that changes in work performance are • . 

.taken into consideration. . * •; } 

Open to Seif-Nomination . It would be possible to operate 
an equitable selection process without self -nomination. 
However, ours is an open competitive merit system. : 

spirit of that system is best reflected in a competitive -v : - 
selection process which allows those wno are nigniy. iroCj.**.- v. . 
vated to become executives to nominate themselves. How- 
ever, the nomination process should not preclude manage— ' ./v* _* 
ment from nominating individuals who fail to nominate ^ v •. 
themselves. : A. * 


(g) Related to Projected Needs . The number of participants 
selected for executive development programs should be 
related to the projected future needs of the agency for 
executives. This does not mean, however, that the agency 
should include in its executive development program only 


Isee FPM Letter 300-22, January 19, 1977 
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mmilu-u; of uy-vi.!S who would just meet LIk* • > ro j e;: ted 

t> < * •**; Is . ideally n number of employ should be* developed 
for a group of positions with similar basic requirements. 
When unique positions are involved , several individuals 
i:o rntaLIy should be developed. 


(/) ih:S.ated to selection- The relationship ol trie executive 


devolopirtTfii; program to the agency 1 :*, merit promotion 


program 


should be clearly stated in appropriate internal program 
: directives or procedures manuals. The Executive Resources 
. Board(s) which oversee selection for career executive 
positions should also oversee selection for executive 
development programs. • .. 


Determining Time of Selection. 


Each agency must establish for itself the point or points at 
which individuals are selected for executive development. There 
is no* single point which is universally applicable. The optimum 
point varies according to (1) type and number of target posi- 
tions, (2) projected agency needs to fill target positions, and 
(3) the design of the agency’s executive development program. 

The cardinal rule is that selection must take place sufficiently 
early to p ermit systematic and adequate development by the time 


the in d i v iduals are within co n sideration for target positions 


In occupational areas in which the first full managerial posi- 
tion is found at CS-14 or .below, it is normally sufficient to ; 
identify individuals for managerial development as they progress 
through the management hierarchy. That is, they can be developed . 
for each successive level of responsibility just prior to assump- 
tion of the new responsibility. By the time that they are being 
considered for executive positions, they should already have a 
solid foundation of managerial experience on which they can 
readily build their executive capabilities. On the other band, 
in occupations where the first full managerial position is found 
at GS-15 or above, the incremental approach cannot be relied 
upon to identify and prepare executives fully capable of func- 
:tioning as such. . . . .. * . 


c- 


In order to select participants at the optimum time, the agency 
'must: J; ^ \ 




(1) 


Specify the target positions in the agency. These will 
include most positions at the supergrade level except 
those with no significant managerial responsibilities, 
and may include some positions at the CS-15 level. 


(2) Determine, the requirements of these positions and treat 
as a group those with similar requirements. 


c 
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('*) F.stj ivttu the projected numbers needed to 1:11 f. these posi- 
tions La Luc near future and, loc several years to come, lit 
‘light oE projected turnuver and program plans. 


(4) 


Out ermine the tune frame over v/hich the executive develop-. 
*n i-;ii f; activities will Lake place. This may vary consider- '• 
ably front agency Lo agency and among occupational areas 
. within an agency- It will depend upon vacancy projections, 
characteristics of the population to be developed and the 
. requirements of the target positions. . m * kV;. 


(5) 


Ascertain as far as possible typical career patterns of vk> if 
those who have filled these positions in the past and judge 
whether these patterns are likely to hold true in the y v c ’ C. 

future; e.g., a certain group oE scientific executive ■- r^.v\p‘ 
positions have been typically filled by individuals who 
have spent three years at grade GS-13 and four years at GS- 
14 as journeymen and who have been in a CS-15 supervisory . 
position for about four years; or certain line executive * 
positions tend to be filled by individuals who became 
first-level supervisors at GS-12, and who spent four years 
in first-level managerial positions at GS-13, two years as . 
GS-14 managers, and two years as GS-15 managers. 


(6) From the career pattern information and the time frame . 
established for the executive development program, select 
the point at which'- identification can best take place among 
different groups of employees; e.g., in the examples cited 
above, assuming that the agency wishes to provide executive 
• development activities over a three-year time frame to 
those “without managerial’ experience and over a one-year 
period for managers, both the scientist executives and the 
line executives should probably be designated for executive* 
development at the GS-15 level. 


8. k. If the agency’s process for identifying participants for executive 

development prog ram (s) meets the above criteria, and if the develop- 
*: ; -f 7 *; went itself has been effectively carried out, the agency should find 
that it has’ a number of highly qualified candidates with proven 
' . ( - executive capabilities to compete for executive vacancies. - 


Washington, D.C. metropolitan area, inquiries and requests 
V-V^k'-for advice or assistance should be directed to: P~\ 


Executive Personnel Technical Assistance Center (EPTAC) 
Bureau oE Executive Personnel 

Room 6671 ; 

U.S. Civil Service Commission 
Washington, D.C. 20415 


Area code 202 632-4661 
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10. F La Lit os t.ihl i sluium Cs sluuild analross ceijuasts l or ad v Leo or 

, * ass isr.an.*.: Lo Lha- C-^iiiiLss ion's Kaj'LonaL Train in;.; Caniors .1. j.stx-d . 

in At t 2 r.o cliis Lcttwc. 


STAT 


Hxecu t iv e D i :* : r a r 


At: cachments (2) 
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CCAT CUN OF M\'IA(;!££LYi- POSITIONS 


A manager La L position is one :La which incumb eut s (i) direct the work 
of nit organ L*;nt ion, (2) are held accountable foe the success of 
sped Hie Line or staff programs, (3) monitor the progress of the. 
organ Lzat ion toward goals and period ically eva luate and make appro- 
priate adjustments, and (4) typically perforin the full range of the 
following duties and responsibilities: 

‘a* Determine program goals and develop plans for the organization 
independently of or jointly with higher management; ... 


Determine resource needs and allocation of resources, and ' 
account for their effective use; , 

Determine the need and develop plans for organizational changes 
which have considerable impact, such as those involving basic 
structure, operating costs, or key positions; 

Consider a broad spectrum of factors when making decisions (or 
recommendations to higher-level management) including public 
relations, Congressional relations, labor -management relations, 
public policy stances, effect on other organizations and other . 
parts of the organization, economic impact, anej. the like; 

Coordinate program efforts with other internal activities or 
with the activities of other agencies; . d 


Assess the impact on organization programs of substantive 
‘ developments in programs and policies in other parts of the 7— 

agency, in other Government entities, .and in the private sector; 

' g „ Set policy for the organization managed in such areas as deter— 
mining progt-ara emphases and operating guidelines; understand and 
*•‘•7 communicate agency policies and priorities throughout the organi- 

- 7 *: : - ... zation managed; . . ♦* 7- . . \ ' • y-d_7‘ ; \dd/d 

Deal with general personnel management policy matters affecting 
kV. A .7 the organization managed, with personnel actions affecting key 
. 7 4::d. employees, or other actions with possible serious repercussions; 
.and . v • y'V ; ;d; ' : ; '• g 

Delegate authority to subordinate supervisors and hold them 'dfd 
• u*W ' responsible for the performance of their organizational units. ; 
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; ; r. t < l e < » r o r ; •. a i \ j z ; t L: i. > 

uv.Ty .sl! 

t.. i lion j 

• \i : '• i o 1. 1. o w j. ag g ui.de! 

i!v; nana; 

;c*:: Lai juv 

si t Lons: 

a. The 

posit i on; 

■; are usually at or 

c*c;ui 

vali. 1 a !.) _ 

1 ! o w tr v a r i r» c.c r t a L n 

Ciis.l 

4* lower 

.level positions i.iay 


v l c 


the GS-.ll level (ur 
cu ses, particularly in the 


b. Usue L!y, n manager's organization is subdivided i.ato two or 

wore units led by subordinate supervisors, but there may be . 
exceptions; and ' ■ ' ’ . . ~ ^ /vj 

c. "Deputy" positions are included when the responsibility for 
managing the total organization is divided between the manager 
and the deputy; or when the deputy serves as the alter ego and 
assists the manager in all phases of the organization's work.. " 

The above criteria are deliberately designed to be limited to posi- 
tions with responsibility for directing the work of an organize- . 
tional entity regardless of whether it is a "line" or a "staff" 
function. Thus, the head of a personnel, budget, or other adminis- 
trative organization who exercises the responsibilities described 
above is a manager along with heads of "line" operational programs^ 

, 

It is recognized that this definition excludes many positions which 
require a high degree of expertise in management subjects but which 
do not include responsibility for directing an organizational unit. . 
Therefore, the definition excludes: _ 

a- General staff assistants to managers; 

b* Positions at the first or second supervisory levels that 
primarily involve., the duties outlined in the Commission's 
Supervisory Grade- Evaluation Guide and Qualification Standard , 
as distinguished from managerial duties including positions 
with some but not the full range of managerial duties and 
i responsibilities described above; and 1- . . **v : 

c. v. : Nonsupervisory positions with responsibility for technical - 0 
. j : guidance of work performed by contractors, grantees* or per- " 
-sonnel in other Government organizations - : . 


: C 
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ATLANTA R K O LO M 

Keg i.oni.l. Training Center 
U.S. Civi.l Service Commission 
1340 Spring Street, N.VJ. 
Atlanta, Georgia 30309 
Area Code 404 257-3837 


NEW YO R K -REGION 

Regional Training Center 
U.S. Civil Service Commission 
Federal Building 
26 Federal Plaza 
New York, New York 10017 
Area Code 212 2.64—0460 .... 


BOSTON REGION V % - 

Regional Training Center 
U.S. Civil Service Commission 
Post Office and Courthouse 
Building A • 

Boston, Massachusetts 02109 
Area Code 617 223-2569 \ 

' CHICAGO REGION ... 

Regional Training Center 
U.S. Civil Service Commission 
29th Floor — Federal Office 
Building 

230 South Dearborn Street 
Chicago, Illinois 60604 . 

Area Code 312 353-8688 ■ 

* • . ‘ *..* . . ■ \ 

DALLAS REGION 

Regional Training Center 
.. . U.S. . Civil Service Commission 

1100 Commerce Street 
Dallas, Texas 75202 A 
•Area Code 214 749-7302 


PHILADELPHIA REGION 

Regional Training Center 
U.S. Civil Service Commission 
Federal Building ' •- 

600 Arch-Street 

Philadelphia, Pennsylvania 19106 
-Area Code 215 597-7837 

SAN FRANCISCO REGION 

Regional Training Center 
U.S. Civil Service Commission 
120 Howard Street, 2nd Floor 
• San Francisco, California 94105 
Area Code 415 556-5340 


SEATTLE REGION ' ■ 

Regional Training Center .. . ~ 

U.S. Civil. Service Commission 
26 th Floor— New 'Federal Building 
915 - 2nd Avenue 
. Seattle, Washington, 98174 
Area Code 206 399-1719 •.... 


DENVER REGION . " AA- -.A. • r A CIA LOUIS REG ION 

.. Regional "Training Center > Regional Training Center 

•“U.S. Civil Service Commission U.S. Civil Service Commission 

Denver Federal Center A; A . . .1256 Federal Building A 

•A Building 20 'A' Aa AA '^1520 Market Street • A 

' J Denver, Colorado 80225 .. St. Louis, Missouri 63103 

AAArea Code 303 234-2304 V. Area Code 314 279-4274.,. , 




i 

I 
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